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Atlantic  Command's Joint  Training  Procram 

By  CLARENCE  TODD  MORGAN 


Our  new  strategy  demands  forces  that 
are  highly  skilled,  rapidly  deliverable, 
and  fully  capable  of  operating  effec¬ 
tively  as  a  joint  team . . . 

—GEN  Colin  L.  Powell,  USA1 

Changes  to  the  unified  com¬ 
mand  plan  in  1993  directed 
that  the  Commander  in 
Chief,  U.S.  Atlantic  Command 
(CINCUSACOM ),  integrate  and  con¬ 
duct  joint  training  of  all  forces  based 
in  the  continental  United  States 
(CONUS).  U.S.  Atlantic  Command 
(ACOM )  was  assigned  combatant 
command  authority  over  Forces 
Command  (FORSCOM ),  Atlantic 
Fleet  (LANTFLT),  Marine  Forces  At¬ 
lantic  (MARFORLANT),  and  Air 
Combat  Command  (ACC)  as  service 
components,  forces  which  comprise 
fully  three-quarters  of  the  Armed 
Forces.  Asa  result,  ACOM  imple¬ 
mented  a  joint  training  program 
(JTP)  to  significantly  enhance  the  ca¬ 
pability  of  U.S.  forces  to  deploy  and 
operate  immediately  on  arrival  over¬ 
seas.  This  article  describes  these  joint 
training  responsibilities,  thescope of 
ACOM  joint  training,  and  the  vari¬ 
ous  tiers  of  training  and  their  imple¬ 
mentation.  It  also  addresses  ACOM 
reorganization  to  meet  new  require¬ 
ments,  thetraining  facility  necessary 
to  accomplish  the  program,  and  the 
transition  to  new  exercises  and 
training. 

CINCs  have  full  authority  and 
responsibility  to  train  assigned 
forces.  As  the  largest  joint  force 
provider  to  regional  CINCs,  ACOM 
trains  CON  US-based  forces  in  joint 
doctrine  and  joint  tactics,  tech¬ 
niques,  and  procedures  (JTTPs)  for 
deployment  anywhere  in  the  world. 
In  addition,  ACOM  continues  to 
conduct  distinct  theater  exercises  fo¬ 
cused  on  these  unique  missions.  The 
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five-year  defense  program  (FYDP) 
planning  for  1995-99  provides  de¬ 
tailed  training  guidance  to  CINCs, 
especially  CINCUSACOM .  It  puts 
greater  emphasis  on  joint  and  com¬ 
bined  exercises  and  training  to  stress 
interoperability  and  joint  warfight¬ 
ing  doctrine  and  prepare  joint  force 
commanders  (JFCs)  and  staffs  for  cri¬ 
sis  and  contingency  operations.  To¬ 
gether  with  the  other  CINCs,  Joint 
Staff,  and  services,  ACOM  trains  and 
conducts  exercises  in  peacekeeping, 
peace  enforcement,  counterdrug, 
disaster  relief,  and  humanitarian  as¬ 
sistance  operations.  Current  guid¬ 
ance  stresses  using  technology  (in¬ 
cluding  simulations)  to  improve 
training  at  a  reduced  cost.  Such 
training  is  designed  to  achieve  effi¬ 
ciency  and  full  effectiveness  through 
distance  learning,  distributed  simu¬ 
lation,  and  leveraging  existing  ser¬ 
vice  component  and  other  joint 
training  and  exercise  programs. 

Three  Tiers  of  Training 

ACOM  JTP  enrichesjoint  and 
service  component  training  and  ex¬ 
ercise  programs,  where  appropriate, 
with  scheduling  coordination  and 
sponsorship  for  increased  joint  par¬ 
ticipation.  It  also  includes  specific 
joint  task  force  (JTF)  training  tai¬ 
lored  for  CONUSbased  joint  forces 
that  emulates  portions  of  the  Army's 
battle  command  training  program 
(BCTP)  and  CINCEURJTF  training. 
ACOM  JTP  consists  of  three  tiers  as 
outlined  in  table  1. 

ACOM  service  components  con¬ 
duct  tier  1  training  to  meet  unit-  and 
force-specific  training  requirements 
at  service  standards.  ACOM  will 
monitor  schedules  for  these  events  to 
preserve  their  integrity  and  ensure 
deconfliction  and/or  coordination 
with  joint  training. 

Tier  2  includes  diverse  activities 
such  as  LANTFLT/M  ARFORLANT 
fleet  exercises,  ACC  exercises  (Quick 
Force,  Sand  Eagle),  and  FORSCOM 
exercises  (Roving  Sands,  M  arket 


Table  1.  ACOM  Long-Range 
Joint  Training  Program 


Tier 3  (Joint Operational) 

COMMANDER  AND  STAFF  TRAINING 
Phase  1  Phase  2  Phase  3 

Academic  JTFOPORD  CAX/CPX 

Training  Development  CINCJFC 

Seminars  Exercise  Components 

Tier  2  (J  oint  Operational /Tactical) 

JOINT  FIELD  TRAINING 
Component  Staffs/Forces 

Tier  1  (Service  Operational/Tactical) 

SERVICE  COMPONENT  TRAINING 
Forces 


Source:  Adapted  from  ACOM  J  -7A  briefing,  "ACOM  J  oint 
Training  Program,"  March  15, 1994. 


Rangers  jumping 
during  Agile  Provider. 


Square)  as  well  as  other  initiatives. 
Tier  2  activities  are  usually  executed 
by  a  sponsoring  service  component. 
Utilizing  tier  1  exercises  to  generate 
tier  2  opportunities  for  resource  effi¬ 
ciency  is  a  primary  goal.  The  tier  2 
objectives  are  derived  from  tactical 
joint  mission  essential  tasks  (JMETs) 
and  service-specific  operational  and 
tactical  mission  essential  tasks. 
ACOM  sets  tactical  J  M  ETs  to  be  at¬ 
tained  by  components  and  the  com¬ 
ponents  nominate  specific  tier  1  ex¬ 
ercises  to  accomplish  them.2 

ACOM  conductstier 3 training 
with  a  focus  on  J  FCs  and  staffs  and 
objectives  derived  from  operational- 
level  J  M  ETs.  Potential  J  FCs  come 
from  XVIII  Airborne  Corps,  III  Corps, 
Eighth  Air  Force,  II  Marine  Expedi¬ 
tionary  Force  (M  EF),  and  Second 
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Fleet.  These  commanders  will  serve 
asJFCsin  the  tier  3  program  approxi¬ 
mately  once  every  two  years.  TheJTF 
components  will  be  drawn  from 
among  eight  Army  divisions;  six 
Navy  carrier  battle  groups;  2d  Marine 
Division,  Air  Wing,  and  Force  Service 
Support  Group;  three  Marine  Expedi¬ 
tionary  Units;  and  eight  Air  Force 
fighter  wings  and  five  bomber  wings. 
Both  ajoint  force  air  component 
commander  (JFACC)  and  ajoint  spe¬ 
cial  operations  task  force  (JSOTF)  will 
also  normally  be  assigned. 

The  new  JTP  training  initiative 
breaks  with  previous  CONUS-based 
training  and  resides  in  tier  3  activi¬ 
ties  under  three  phases.  Phase  1  uses 
academic  instruction  structured  as 
seminars,  briefings,  or  interactive 
computer  learning  to  train  JTF  staffs. 
Topics  include  responsibilities  and 
functions  of  a  joint  staff,  joint  plan¬ 
ning,  joint  doctrine,  and  JTTPs.  The 
JFC  guides  the  academic  design  and 
setstraining  objectives.  ACOM  pro¬ 
vides  a  team  of  subject  matter  ex¬ 
perts,  appropriate  training  materials, 
and  a  retired  flag  officer  to  mentor 
the  academic  training.  The  instruc¬ 
tion  will  be  structured  toward  three 
distinct  audiences:  executive  level 
for  senior  officers,  action  officer 
level  for  staff  officers,  and  noncom¬ 
missioned  officer  level  for  staff  sup¬ 
port  personnel.  Phase  1  is  one  week 
in  duration  and  is  conducted  at  ei¬ 
ther  theJFC's  home  station  or  an¬ 
other  location  of  his  choosing. 

Phase 2  hastheJFC  and  his 
components  develop  a  crisis  action 
operation  order  (OPORD)  concen¬ 
trating  on  JTF  planning,  joint  doc¬ 
trine,  and  JTTPs.  Ajoint  training 
team  and  senior  mentor  assist  with 
thetraining  objectives.  TheJTF  staff, 
with  component  liaisons,  assembles 
at  its  home  station  or  the  ACOM 
Joint  Training,  Analysis,  and  Simula¬ 
tion  Center  (JTASC)  for  one  week  to 
develop  a  plan.  JTF  components  de¬ 
velop  supporting  plans  at  locations 
selected  by  the  ACOM  component 
commanders  in  conjunction  with 
their  training  programs.  All  plan¬ 
ning  uses  a  crisis  situation  based  on 
a  real-world  scenario. 


Phase  3  uses  a  computer-assisted 
command  post  exercise  (CAX/CPX) 
to  execute  the  JTF  staff  OPORD  pre¬ 
viously  developed  in  phase  2.  This 
phase  lasts  between  seven  and  ten 
days  and  normally  includes  partici¬ 
pation  by  a  CINC,  joint  intelligence 
center,  JFACC,  JFC,  JSOTF,  and  JTF 
components.  The  JTF  staff  conducts 
phase  3  at  its  home  station  or  JTASC, 
and  components  participate  from 
home  stations  or  other  facil  ities.  Pri¬ 
mary  emphasis  is  on  planning  pro¬ 
cedures,  decisionmaking,  and  the 
application  of  joint  doctrine  and 
JTTPs.  ACOM  continues  to  provide 
joint  training  support  as  in  phases  1 
and  2.  The  CAX/CPX  will  generally 
use  a  confederation  of  service  mod- 
elsto  challenge theJTF  in  exercising 
virtually  any  aspect  of  joint  warfare. 
It  also  uses  a  real-world  scenario 
with  real  terrain  and  threat  data 
bases.  A  professional  opposing  force 
(OPFOR)  with  an  observer/controller 
group  supports  the  training.3 

JTP  Implementation 

An  accurate  definition  of  joint 
training  requirements  is  needed  to 
design  an  effectiveJTP.  To  identify 
requirements  each  regional  CINC 
will  rely  on  JM  ETs derived  from  as¬ 
signed  theater  missions  and  plans, 
which  will  be  compiled  into  a  mas¬ 
ter  list  called  thejoint  mission  es¬ 
sential  task  list  (JM  ETL).  This  will  be¬ 
come  the  design  basis  for  a  regional 
CINC'sjoint  training  program.  In 
order  for  ACOM  to  train  its  CONUS 
based  forces  for  deployment  to  the 
forward-based  Cl  NCs  their  JM  ETs 
must  be  a  driving  factor  in  theJTP's 
structure.  When  two  or  more  Cl  NCs 
identify  the  sameJM  ET  as  a  require¬ 
ment  it  becomes  a  common  joint 
task.  ACOM  will  use  common  joint 
tasks  as  a  baselineJM  ETL  for  train¬ 
ing  in  tiers  2  and  3.4 

ACOM  will  plan  itsJTP  by  host¬ 
ing  quarterly  exercise  and  training 
scheduling  conferences  to  provide 
deconfliction  and  coordination  for 
the  three  tiers  and  ultimately  pro¬ 
duce  the  ACOM  joint  training  master 
plan.  Thejoint  Staff'sannual  world- 
widejoint  exercise  scheduling  con¬ 
ference  will  furnish  the  mechanism 
to  ensure  that  the  ACOM  JTP  fits  the 
CJCS  overall  training  and  exercise 


scheme.  The  worldwide  conference 
will  produce theCJCSjoint training 
master  schedule,  which  includes  all 
CINC  joint  training  plans. 

Joint  training  execution  en¬ 
compasses  a  range  of  academic  and 
exercise  activities  which  include  tra¬ 
ditional  field  exercises,  hybrid  exer¬ 
cises  with  live  play  in  the  field  and 
constructive  or  virtual  simulation, 
CPXsin  synthetic  environments, 
academic  seminars,  briefings,  and 
computer-aided  instruction.  Field 
training  exercises  (FTXs),  advanced 
distributed  simulation,  academic 
training,  and  seminar  wargameswill 
all  play  a  role  in  the  ACOM  JTP.  In 
order  to  train  as  we  will  fight,  JTTPs 
will  guideJTP  execution.5  Joint  com¬ 
mand,  control,  communication, 
computer,  and  intelligence  (C4I) 
equipment  and  procedures  will  be 
used  and  logistics  support  will  be 
modeled. 

JTP  evaluation  is  critical  to  over¬ 
all  effectiveness.  The  assessment 
must  ask  if  thetraining  objective- 
meeting  specific  J  M  ETs— is  being 
successfully  achieved.  Joint  readiness 
assessment  will  use  reports  by  re¬ 
gional  CINCs,  thejoint  after  action 
reporting  system  (JAARS),  and  the 
status  of  resources  and  training  sys¬ 
tem  (SORTS)  as  measuring  devices. 
Objective  evaluation  can  provide  the 
impetus  for  program  improvement 
and  in  crease  overall  joint  readiness. 

ACOM  has  reorganized  to  suc¬ 
cessfully  execute  its  expanded  joint 
training  responsibilities.  A  joint 
training  directorate  was  created  to 
en  su  re  f  o rces  are  h  i  gh  I  y  ski  1 1  ed , 
rapidly  deliverable,  and  fully  capable 
of  operating  as  a  joint  team  on  ar¬ 
rival.  A  Director  for  Joint  Training  is 
responsible  for  joint  force  exercise 
and  training  development,  resource 
allocation,  management,  and  assess¬ 
ment.  He  also  supervises  the  review, 
coordination,  development,  promul¬ 
gation,  and  application  of  joint  doc¬ 
trine,  joint  universal  lessons  learned, 
and  JTTPs  ensuring  that  maximum 
value  is  attained  from  joint  force 
integration.6 

ACOM  J-7  is  organized  into  ex¬ 
ercise  (J-71),  training  and  doctrine 
(J -72),  and  analysis  and  simulation 
(J  -73)  divisions.  J-71  coordinates  JTP 
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scheduling,  monitors  CJCSdirected 
NATO  and  bilateral  exercises,  and 
documents  and  reports  or  corrects 
deficiencies  in  exercises  and  opera¬ 
tions.  It  also  maintains  a  schedule  of 
tier  2  component  activities  to  iden¬ 
tify  and  enhance  mutual  training 
opportunities  and  lower  costs. 

J -72  has  overall  responsibility 
for  tier  3  training.  Itsjoint  training 
teams  develop,  execute,  and  main¬ 
tain  tier  3  phase  1  academic  training 
as  well  as  design  and  direct  phases  2 
and  3.  The  teams  provide  observer/ 
control  lers  and  arrange  for  a  profes¬ 
sional  OPFOR  to  support  phase  2 
and  3  exercises.  J -72  also  manages 
doctrinal  issues,  develops  and  pro- 
mulgatesACOM  JTTPs,  coordinates 
the  application  of  JAARS,  and  assists 
in  the  design  and  evaluation  of 
CONUSjoint  exercises  and  training. 

J-73isafocal  point  for  joint 
modeling  and  simulation.  It  has  the 
expertise,  analytical  tools,  and  facili¬ 
ties  necessary  to  conduct  analysis, 
modeling,  and  computer  simulation. 
J-73  supplies  the  analysis  and  simu¬ 
lation  support  for  tier  2  and  Strain¬ 
ing.  Also,  it  evaluates  operational 
and  concept  plans  in  support  of  J-5, 
maintainsth  eater-w  i  d  e  an  al  ysi  s  an  d 
simulation  capability,  and  coordi¬ 
nates  analytical  studies  with  J -3  on 
adaptive  force  package  deployment, 
employment,  and  force  mixes. 

In  support  of  thenewJ-7  direc¬ 
torate,  a  state-of-the-art  JTASC  will 
be  created  with  an  initial  reduced 
training  capability  slated  for  opera¬ 
tion  in  January  1996.  It  will  have  a 


communication 
and  computer  ca¬ 
pacity  for  ad¬ 
vanced  distributed 
simulation,  dis¬ 
tance  learning, 
and  teleconferenc¬ 
ing  with  compo¬ 
nents  or  on-site 
computer  exercises 
and  training.  This 
will  provideJFCs 
and  their  staffs 
with  assets  to  con¬ 
duct  all  phases  of 
tier  3  training  in 
one  location  using 
actual  C4I  facilities 
in  exercise  spaces. 
By  FY97,  JTASC  will  routinely  host 
three JTF  tier  3  training  cycles  each 
year,  have  the  capability  to  conduct 
JTF  mission  rehearsals  to  support  cri¬ 
sis  action  preparations,  and  provide 
simulation  support  for  tier  2  FTXs.7 

Exercise  and  Training  Transition 

JTP  implementation  is  changing 
previous  training  methodologies. 
Ocean  Venture  has  been  canceled 
and  Agile  Provider  (AP)  '94  is  proba¬ 
bly  the  last  exercise  of  its  kind. 
Funding  previously  used  for  ACOM- 
sponsored  major  field  exercises  will 
be  divided  between  tier  2  activities 
for  added  participation  and  tier  3 
training.  This  will  allow  greater  op¬ 
portunities  for  service  component 
participation  in  tier  2.  Additional  fi¬ 
nancial  assets  shifted  to  tier  3  will 
en  abl  e  more  peopl  e  to  parti  ci  pate  i  n 
joint  staff  training.  Rather  than  a 
single  staff  gaining  experience  in  an 
expensive  annual  FTX,  three  staffs 
will  undergo  tier  3  training  each 
year  at  less  cost.8 

AP  '94  served  as  a  partial  transi¬ 
tion  from  previous  Cl  NC-sponsored 
annual  FTXstoward  thefutureJTP. 

In  addition  to  traditional  planning 
conferences,  AP  '94  included  an 
ACOM  seminar  wargame and  crisis 
action  planning  exercise  (CAPEX). 
The  ACOM  staff  held  a  seminar 
wargame  in  the  autumn  of  1993 
with  component,  J  FC,  and  JTF  staff 
participation.  The  wargame  explored 


AP  '94  force  deployment,  employ¬ 
ment,  and  sustainment  issues  and 
produced  a  CINC-level  draft  OPORD 
for  later  JTF-level  campaign  plan¬ 
ning  at  CAPEX.  This  experience  pro¬ 
vided  outstanding  staff  warfighting 
training,  enhanced  coordination, 
and  exercised  staff  crisis  action  pro¬ 
cedures.  TheJTF  CAPEX  was  held  in 
January  1994  at  Camp  Lejeune  with 
the  commanding  general,  II  MEF,  as 
JFC.  Much  like  planned  tier  3,  phase 
2  training,  theJFC  staff  met  in  one 
location  and  developed  an  OPORD 
based  on  a  given  scenario.  Staff  and 
component  liaison  teams  greatly 
benefited  from  being  able  to  meet 
and  work  together,  solidifying  the 
staff  prior  to  the  FTX. 

Both  the  wargame  and  CAPEX 
exposed  divergent  experience  levels 
among  staff  members  in  joint  opera¬ 
tions  and  the  staff  planning  process. 
These  experiences  illustrated  the 
need  for  tier  3,  phase  1  academic 
training  to  reach  a  common  level  of 
knowledge  and  understanding. 
CAPEX,  unlike  tier  3,  phase  2  train¬ 
ing,  was  constrained  by  actual  unit 
training  in  May  1994,  planned  by 
each  service  for  AP  '94.  Linkingthe 
staff  exercise  and  live  ground  FTX 
limited  the  possible  courses  of  action 
(COAs)  availableto  staff  planners  be 
cause  of  unit  availability  as  well  as 
fiscal,  geographic,  and  environmen¬ 
tal  constraints.  This  limitation  drove 
the  development  of  a  fictitious  see 
nario  that  melded  widely  separated 
training  areas  at  Camp  Lejeune  and 
Fort  Bragg,  North  Carolina,  and  Fort 
Chaffee,  Arkansas.  At  the  Camp  Le 
jeune  CAPEX  debrief,  theJTF  chief  of 
staff  recommended  that  future  see 
narios  be  devised  to  fully  maximize 
JTF  staff  training  with  portions  of 
those  scenarios  designed  for  suitable 
unit  field  training. 

The  AP  '94  seminar  wargame 
and  CAPEX  offered  the  first  opportu¬ 
nity  to  conduct  limited  joint  train¬ 
ing.  J -71  provided  the  control  group 
and  acted  as  higher  headquarters 
staff.  In  this  role,  J-71  coordinated 
and  facilitated  the  required  intelli¬ 
gence  and  scenario  support  for  the 
CAPEX  from  ACOM .  J -72  acted  as 
primary  observer  for  the  exercise  and 
documented  JTF  staff  interaction  and 
functions.  Data  were  collected  to 
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support  AP  '94  after  action  reviews 
and  lessons  learned.  J -73  provided 
analytical  and  computer  simulation 
support  at  Camp  LejeunefortheJTF 
staff.  During  OPORD  development, 
various  COA  options  were  discussed 
and  J -73  did  a  comparative  analysis 
of  options  using  a  joint  conflict 
model .  Th  i  s  model  acted  as  a  h  i  gh 
resolution  joint  combat  simulation 
under  controlled  conditions  and  pro¬ 
duced  quantitative  results  allowing 
the  JTF  staff  to  compare  the  i  impact 
of  various  COA  options.  TheJ-7  par¬ 
ticipants  in  this  exercise  all  gained 
valuable  experience  and  aglimpseof 
thefutureJTP. 

After  AP  '94,  the  next  step  in 
JTP  implementation  was  Unified  En¬ 
deavor  (UE)  '95.  This  wasthefirst 
developmental  tier  3  C  AX/C  APEX. 
The  phases  were  as  follows:  phasel, 
academic  training  (January  1995); 
phase  II,  OPORD  development 
(February  1995);  and  phase  III,  plan 
execution  (April  1995). The  1994 ag¬ 
gregate  level  simulation  protocol 
(ALSP)  confederation  of  models 
acted  as  exercise  driver  for  the  phase 
III  CAX/CPX  via  distributed  simula¬ 
tion  architecture  transmitted  to  the 
JFC  and  component  commanders 
at  their  home  stations  (see  table  2 
for  participants). 

The  confederation  linked  ser¬ 
vice  models  listed  in  table3.  Theex- 
ercise  scenario  was  set  in  Southwest 
Asia  and  included  aJTF  with  two  re¬ 
inforced  heavy  divisions,  a  reinforced 
composite  wing,  M  EF  forward,  carrier 
battle  and  amphibious  ready  groups, 
and  special  operations  forces.  The 
opposing  forces  fielded  seven  divi¬ 
sions  and  supporting  combined  arms. 
UE  '95  was  a  training  and  technical 
success  as  wel  I  as  a  proof  of  pri  n  ci  pi  e 
fortheJTF  tier  3  initiative. 

Numerous  lessons  from  UE  '95 
are  being  used  in  the  planning  for 
UE '96-1  which  iswell  underway 
and  scheduled  for  September,  Octo¬ 
ber,  and  November  1995. 

The  ACOM  joint  training  pro¬ 
gram  will  enhance  operational  capa¬ 
bilities,  in  crease  service  interoperabil¬ 
ity,  and  provide  a  higher  state  of 
joint  readiness.  It  will  bean  effective, 
efficient,  and  flexible  way  to  conduct 


Table  3.  Phase  III  CAX/CPX  Service  Models 


Agile  Provider  '94. 


Model 

\ 

Corps  Battle  Simulation  (CBS) 

Air  Warfare  Simulation  (AWSIM) 

Research,  Evaluation,  and  Systems  Analysis  (RESA) 

Tactical  Simulation  Model  (TACSIM) 

J  oint  Electronic  Combat- Electronic  Warfare  Simulation  (J  ECEWSI) 


Warfare  Area 

ground^ 
air  |  — 

naval  air,  surface,  and  subsurface 

intelligence 

electronic  warfare 


joint  training  which  is  less  costly  and 
better  than  the  available  alternatives. 
The  program  is  designed  to  accom¬ 
modate  current  technology  and  in¬ 
corporate  new  capabilities  as  they  are 
developed.  Existing  service  compo¬ 
nent  exercises  will  continue  to  pro¬ 
vide  opportunities  to  train  jointly. 
TheJTP  tier  3  initiative  will  train  ad¬ 
ditional  staffs  in  extremely  impor¬ 
tant  ski  I  Is  that  heighten  the  ability  to 
fight  as  a  team.  Joint  warfare  is  criti¬ 
cal  in  realizing  the  greatest  return 
from  limited  resources.  We  must 
train  as  we  intend  to  fight,  and  the 
ACOM  JTP  provides  the  means  to 
reach  that  goal.  JR) 
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